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®0ral Examination of Applicants®

This material consists of:

a. A staff study recommending the creation of
two Examination Doamias, ~ one for Semlolr
Officers (S=-12 and sbove and ons for Junior
and Intermediste Officers GS«7 through (S«ll =
in place of ths present Professionil Selecw
tion Panelo

b, Comments on the &bove by

the DD/P Career Service Board
ths Assistant DD/I
the Director of

Training
the Asal stant Director for Commmdcatlons
the Professional Selsotion Panel

Ths consenszus seams to be that the two nsw Boards
should not te oreated but that the exisiing machinery =
ihe Profaasional Selection Panel « should be retained.

A possibls courss of action by the Board might be to Yye-
quest the Professional Selsotion Panel to reconoile the
warious commamte and make specifis recommendations to
e Board ab its next meetlng.
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3 Felruary 1953
IEIORANDUL] FORs  Depuby Director (fdmimistration)
FROLTx Assistant Divector (Peroonnel)
SUBJECT s Oral. Examination of Applicants.

1, TFROBIELs To dewlop mechinery through which orel exsmination proseduves
may be appiled to determine and to advise the Assistant Director for -
Peesomnel on the sudtability of applicants to £111 junior, intermsdiate,
avd bigh level pogitioms in the Cenbtral Intelligence Agensys

2, ASSUIFTIONS: {(a) A1l of the means empleyed by CIA for the selection of
pecsonnel should be aimed at bringing inbto the Ageney highly competent;
loyal. employees who are well motivated to Join in performing the Apenoyis
rdasion.

{b) Sirce a major cbjective of tho career sexvwice progran of CIA
Jdg to provide opportunities for growih and advancement to individusl
amloyees, it is lwmportant that insoming persommel have potentialities
wieh seamwe wp o the opporbunitdes available.

{e) Criteria of suitabiliby must be adapted to the career £isld
within which a2 progpective employee’s development and advencement will
ba made posgibls.

(4} Formming the best possible esbimate of an applicant’s sult-
sl 1ity for cavesy employmsnd is subject Yo limitations no matbter how
il applicaats from outslde are sereaned, investigated, end tested.
Proviclon for oral exsmination or interviewing of applicants, conflupbed
by officisls with exparlence in and lmowledge of the Agercy's dntelligence
opergtions and requirements, will increase the possibilities of employing
only those persons who can be relied wpon to be effestive msnbers of
ths Apgency®s work force. '

%, TAGT a) The Careser Servise Commities sdophted and jncluded in I8

- ?fngfméog% bgg rocommendation of its working group on Traimees vthab
o Professionel Selection Pancl be established under the directlon of
tho Cearser Service Board 4o "review selsction gbandards, insluding
medical sbanderds, for and the qualificstions of all canmdidates uwp bo
ard ineluding the grade GS-1l for overt and semi-govert professdoual
posibions. The Fanel will alsc, when reguested by en Assistant Direstor

o R -,
Seowrity Information
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arrangs for the tesbing of a candidate in ths (S-12 through GS-15 cate.
gory, review his qualifications and meke recommendations to the request-

25X1A ing Office.® (Tab E, CIA _ :

(b) The scheduls of employment proce operations proposed by
tm Career Service Committes provided for ths ssgionsl Selection
Panel to hold interviews with candidates in the sategories dofined above
subsequant to testing, persomnel sereening, msdical clearance, and
gscurity approval, bub in advance of the individuslt's entry on duty.

(¢) In dsveloping its operating plans, the Frofessional Selaction
Panel has omitted any proposel for sonducting interviews vith spplicants,
Thw Parnel's position sppsars to have atemmed from the belief that the
workload entalled in ths adoption of the interviewing step would impose
prohibltive demands upon the time of the members, and would entall an
wadue expenditurs of funds to provide ixransportation for applicamts to
coms {o Washington for the interviews.

(@) Pursuant to instructions given it by the Career Service Board,
the Panel is concentrating its activities upon (a) the formiation of -
criteria comeerning over-all suitsbility to work in CIA on a career basia,
and (b) the examination of individual cases of applicants or tial service
amployees whars doubt 1s cast on sulbability to work in CIA on a caveer
basis as a result of administrative or marginal information developed by
the Inspection and Secwriyy, lsdical, and Persomnsl Offices and the Office
of Traimng. Its recommendations with respect to each case are forwarded
directly tc the Asslstant Director (Personnel)- :

(e) The operations of the Board of Examiners of the Foreign Service
were cited by the Career Service Cormittaes in its final report to the DCI
as supplying an analogy to the proposed role of the Professional Selection
Panel, Actually, oral examinations of Foreign Service applicants are con-
dutted not by the Board mambers but by the Executive Direetor of the Board
with the asslstance of a group of Deputy Examiners chosem amnually by the
Doard, These De Examiners are chosen mainly for their skill in oral
testing. (Tab A

4. DISCUSSION: (a) DBest estimates which can be made with respect to the

25X1A B cntry on duty of persomal. in grade cate es from G5-T through
G515, mredicated on an Agency osiling are as followss o5%xQA2

(1) GS-7 through G8-11 (includ-
ing G5-5's vho are appointed
to jJudor officer positions). - - 60

(2) GS-12 through G515 0 0 o 0 o o o 30

=T
Sec armation
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An average allotment of one howr per interview would, tharefore, comprise
an imterviewing load of at lsast 60 and 30 hours for groups

these two categories, respectively. It can be assumsd that some
applicants would not survive the interviewing step; accordingly, workload
ectimates would be expanded by this fsotor.

(b) The wwillingness of the Professional Selsction Pansl to assume
the rola of an oral examining body can be appreclated, taking intc account
the fact that the appointed members would have to perform this function.
Sixty hours of interviewing time—in addition to their full time duties
ard responsibilitiss—swuld have represented a substantial burden for
thess maabers,

(¢) The workload of interviewing candidates for positions in
grades GS-7 through GS-11 would be considerably less burdensome if
d.stributed among a larger group than the five voting members of the
mresent Selection Panel, by designating Agemcy officials to serve
as intervicwers for relatively short perlods of time,

{8} The Career Service Committec recommended that the juwriadistion
of the panel irclwls individual candidates for positions fron GS=12 -
through G5-15 whan requested by the Assistant Director concerned, Howover,
the criteria applied in oral examinations of applicants for rdddles ’
sz senior levsl positions would be substantially different from those
used for juror officer canlidates., For the latter group, the intervieW
should be used to furmish the basis for an appraisal of the individusl's
prouise for career devolopment within the area of opportunities afforded
by the Agency. For the more semlor persomnel, the interview must yield
an appraisal of the applicant’s all-around capabilities and qualifisations
for intelligence functions. The establishment of separate examining
bodies for each of these two categories of spplicants would, perhaps
accomplish improved interviewing results. Senior ﬂ:ﬁpﬁom should
be evaluated by high level Agency officials whose bilities have
givan them broad perspective of the Agency's requirements.

(¢) The present Professional Selection Pansl does not appeax to
rest on sound organizational principles. It is now an appendage of the
Curser Service Board, which itself has no command function or authority.
lionetheless, CIA vests in the Penel authority to "finally
approva on be seleotion of all professional pex-
somel" up to GS-11., In effect, this statemant of fumction disperses &
command responsitility (i.e., sppointrent suthority) to a commlitee-type

Panel vhioh does not exist withdn the line of command. However,
under the provisions of CIA the Panel's present respon~
#bility is advisory instead of Iink respeot to the employmant of -
irdividual, spplicants.

Lo -SRI~ .
Security Information
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(£} Froblams encountored by ths Foreign Service appsar %o bs
relevant for CIA: The Foreipn Service's Doard of Exsminers was astab-
1ished by leglslation to furction wnder the gzenoral supervision of the
Board of the Foreign Serwice, A report {Tab A) prepared by the Mansge-
ment Jtaff of the State Department points cut that the present dispersion
of Dersomnel recrudiment and ezamining rosponsibility betwsen ths Board
of Examiners on the one hand, ard the Parsomnel Office on the other has
not been condusive Yo realizing a positive, cohesive persomnel program.

5o CONCLUSIONS: (a) Improved perscamsl selsction could be expested to
result fvom ingtallation of a program fox interviewing applicants for
mon-¢lerisal pogitions by represantative groups of Agency officials,

(b) Besause of differentes in erphasis on selection criteria,
saparate bgses of mewbernhlp for the interviewing bodiss should be
established for spplicants for jurdor aud intermediate postitions on
the ore hand, and senlor positioms on the otaer,

(¢) The intorviewing bodies should be so organized that the
effectiverwes of thelr oporations will mob be iupedad by the demande
made upon tls tlme of offioisls sarving as interviewers,

Ss RECOMEMNDATIONS:z (a) That there be establisbed (1) a Senior O°ficer
Examination Bozrd with examining jurisdiction for grades G8-12 and
sbovs, and (2) a Juntor and Intermediste 'Evsmination Domrd, for grades
GS-7 through GS-1i (mad lower grades whem the candidate is to be &
trainge for a professionz) pesition.) Thesa Boards would have respen
sibility for considering the employment suitabllity of all applicants
falling within ths prescribed grade rasges. OSince the operations of
the Profesmional Seleciion Panel would be duplicated, the Panel should
be dlscordimuad.

(b) That the Semior Officer Examination Board be constituted s
an sdvisory body o the /ssistant Direcltor for Persomsl, to whom
raspensibllity for exereising the appointment function has been delegated.
Horbershlp should be dramn from among cidefs of major organizationsal
components (office hsad level) and other serdor officials osoupying
poaltions of not less than grade GS«17. The Boaxd should comprise at
loast threc mambhors, Ibubars should be appointed to serve for six
monthe! tours, with sppeiotments staggersed tc provide for catinuity.
Ths membersidp of the Bourd should be as twoadly representative of the
Agancy's major organizational elemenis as lo possibla. hensver deemsd
nacessary; the Zoard should be authorlzed to call upon assigtsnce from
persomsl with specializsd backprounds. IMeeidngs should be held at least
once weekly. Ths Asgistant Director (Perscrvel) would designate a Pere
sonrel Officer Yo serve as Doard Seovetary snd o be avallable for tech-
nical persomnel advice and zssistance. The Mrector of Central Intelligence
and the Depuby Divectors could at their opiion participate in the pro~
oeedings as ex~officic maubers.

Approved For Release 2001/08/0i1 ﬁ & -égéo-m826R000600190052-3
Seowrity Intormation

e -



Lz
o

Approved For Release 2001/08/01 : CIA-RDP80-01826R00060 -
, e 200 0190p52-3

i
Secuxity Information

1B
Ivd

(¢) Thet the Jundor and Intermediate Examination Board also bs
constituted on an advisory basis to the Persormel Office. This Board
would comprise threemmbers designated from suwch perts of the Agency
as will assure a reasonabls degree of Agency-wide repressntation. As
with the Sepior Board, mezbers would be sppointed for aix months, with
staggersd tours, Usmbersidp should be limited to Agency officials in
not less than grade GS-15. Ths Board should be convensd on 8 weekly
basis to dispose of all pending cases. A Permanel Officer would be
named to provide Secretariat duties and to give such technical personnal
sdvice as might be required. As in (b) above, the Board should be
authorized to call upon expert asslstance, Similarly, the Director of
Cantral Intelligsnse snd the Deputy Directors could participate in the
work of the Board on an ex~officio capecity,

(d) That instructions issusd to establish the Boards inswre regular
partioipation by the appolnted members; although the workload will wme
avoidably add a sizeable burden upon Board members, the effectivensss of
the ordl examining program will depend heavily upon the guality of the
Boasrd's work.

(e) That where the Assistant Director (Persommel) feels a course
of action should be taken which would be different from that recommendad
by either of thas two boards proposed above, ha would present the case to
the Deputy Director (Administration) for final decision.

{£) Recognising that the oral examination repressnts another step
in the employment processing opsration, applicants should be brought to
Washington at Governmsnt expense far the pmrpose of appearing bafore the
appropriate oral examining Board, Although the polygraphing of applicants
prior to oral interviews with the Board would somstimes ellminate the
necessity for further examination, it would also run the risk of upsetting
some pergons pricr to their appearance before the Board. Polygraphing,
howiver, should bs handled before the individual returns to his homey
Derogatory information elicited through the polygraph process might, of
course, require recomsideration of the applicant by the Board. Treans-
portation expenses to carry on this program would entall an egtimated
anmal Agency expenditure of $180,000,

f'/ Wo Hs H, Momris, .
WQ Hq Ho ms, th
Asaistant Director (Persomel)

aninileBeReiies
Security Information
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STAFF STUDY

Prepared by the Lanagement Staff
Office of the Deputy Under Secretary of State for Administration

wmorawoo For: A - 1, [
SUBJECTs Board of Examinare of the Forsign Service

This memorandum has heen preparsd in accordance with youwr request
that A/IS exsmine the present functions and membership of ths Board of
Examiners of the Foreign Service. Particular stiention has been given
to the reluticmship of BEX to the planmed expansion of the FSO category
and Lmplementation of other provisions of the directive to be iasued
pirsuant. to the Rowe Report. : !

Competition for Foreign Service appointnents by writbten examination,
siministered by a body similar to BEX, has been looked upon for more than
50 years sg 8 baslo guarantee of & career servica fres from political
influercs. The Foreign Service Act of 1946 first estsblished a statutory
base for the BEX, proﬂ.&.ngthatttwhﬂ’dofmummmme
with regulations prescribed by the Seoratary and under the general super-
vigion of the Beard of the Foraign Service, provide for and suparvise the
condust of such esaminations as may be given to cendidatos for appointment
a3 Forelgn Service officers in accordance with provialons of Sections 516
avd 17, and to any other persom to whom an examinstion for admission to
the Service shall be given in accordsnce with this or any other Act."
(zestion 212). '

The membership of the Board of Examiners is not specified in the
At ezoept for the provision of Section 212(b) of the Foreign Service Act

rot rove than half of which shall consist of Forelgn Service Officers,
1217, bo constituted in accordance with regulstions prescribed by the
Seerebary®. The present membership ineludes five representatives of the
Dapartuent of State, fowr of whom serve ex officio, and representatives
o the Department of Labor, Commerce, culturs, and the Clvil Service
C-mission. A listing of the present meubership and blographic sketches
o otheyr agency representatives is inoluded as Tab 4.

Sitting a3 a consultaiive body, BEX dstermines sxamination and
calection policies for the Forslgn Service Officer category. The Exscutive
Dipector of BEL, with the assistance of a small staff, performs the aotual
onerations required to carry out ths examinstion program. The Eduwsational
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Testing Service grades the essay portions of the written examination on a

contrach basis, Oral exaxinations are conducted by the Exscutive Director

with the asslstance of a grow of Depubty Examiners chosen anmually by the

Board of Examiners. Although an effort is made to secwre adequate repre-

senbation on the oral examining pensls from the BEX member-agencies, Depuly

tmmms are chosen primarify on & personal besls for their skill in oral
ngo

The Board of Examiners has delegated to the Chief of FP by formal
resolubion responsibility for the admimistration of Foreign Service examinations
eoeept those required by Sections 516 and 517 of the Foredgn Service Act.

An Advisory Commitles on the Foreign Service examinations, consisting
of public menbers with speclal competence in this fleld; assists the Board
of Examiners in the preparation and review of the examination program.
Liamberghip of the Advisory Comhittes iz attached azs Teb B.

The problem presented by BEX and its gtaff 1s one of integration of
thalr operations with the recrultment programs of the Department and the
Foreign Service, DEX discharges its limited function, involving a high
dagree of public interast, with aduinistrative propriety. It is mot
oriented, howaver, to give optimm service to the growing persomnal needs
of the Department, There are & mumber of steps which can be taken immediately
within the present organizational framswork to producs a better integrated
recruitoent program., Among these arer

(1) Ro-mmntorthenopartmtﬂrewmnuﬁmmthem, which
is now too heavily weighted with FER officers; to provide for
greater participation by officers with experience in and familiarity
with the functional and operating areas of the Department.

(2) Estsblishment of movisions for aedaquats representation of
Departmental interests on the oral Examining Panels.

(3) Preparation of precepts for the Exsmining Pamsls each year,
raflecting ths personnel needs of the Foreign Serwvice.

Tha long term solution of the problem of developing a sound ami
coordinated recrultment program, however, requires & basic regrouping of
recruitmont and examinstion functions within the Office of Persommel. The

Rm Reporv contalne seversl recommendations concerning this t of
t, many of which are applicable under the mi

rgonnal, manapemen
pmvisﬁ.cns of the diraetd.va:

(1) Dawlopmantofalmgtemimtmwofparacnmlmedau
the basis fox a positive reorultment programg
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(2) Modification and study of the FS0 examination to provide
for increased emphasis on the Social Soiences awnd
gn:i.;}:l.zed a:;t)‘zts of fom%g;z affairs tln'oough {a) use
o0tz options; (b) development o practical
methods for determining qualities of emotional stability
in candidates; and (o) considsration of the use of ‘
language mptitude testing in addition to achlevemsnt tests,

(3) lnoreased emphasis on Departmantal recruitmsnt at the
Jmﬂ.or;rofeestonalmt&moughmhm-nuan

(L) Strengthensd selaction and sxamination prosedures for the
FS8 category. ;

(5) Adequate provision for latersl sntry into the Forel
Service through liberalization of Section 517 m%to

The pmsexit disparsion of recrulttent and exanination funotions
iz not conducive to the development of & positive and cooxdinated

Department is facing a period of incressing manpower shartages, and 1s
already encowntering serious diffioulty in recrulting adequate mmbeors of
qualified persommel for its 2 reQuiremants, It is consequantly of
great inportance to provide the orgardzationsl basis for a vigorous and
aggressive recrultment prograun,

TMmaW&ﬂWliewmmthm

problem, each of which should be carefully explored before any definite
action i3 recogmended. At first glanne, the course of aotion which

Under such an arrapgement, the Board of Examiners would be recon-
stituted in & purely advisory capacity, and probably should bs restricted
to State Department mewbership, Reprasentation should include PER, and

the Foreign Service,
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23 Fehruars" 1953

IERAIDUI FORs  Exscutive Seeretary
CIA Careexr Service Doard

SUBJECT 3 Staff Study "Oral Examination of Applicants"
dated 3 February 1953

1, Reference staff study was considersd by the DD/P Careaer
Service Board,

20° This Board agresd that & systen for the oral examina
tion of appiicants should be instituted in ths Agency. It felt,
however, that the recommandations made in reference staff study
wors not adequate to handle this problem at lsast as far as the
DD/P elements are comcermed. The Doard was of the opirdon that
farther detalled consideration be given to this problem vith a
view to placing the responsibility for oral examinations on the
various Career Service Doards of the senior staffs of DD/P,
Tiis proposal would have the advantage of apreading the woris-
load entailed in such examinations and placing the responsibility
on individuals knowledgeable in the persconnel requirements of the
various astivities. It is recogniszed that detaills would have to
ba worked out for a proper implementation of this ides, but it
is folt that such & procedure would come closer to setting the
requirements of the ID/P orpanization than having the work per=
formed either by the Professional Selection Panol or the Boards
of Examiners proposed in the refarense staff study,

/s

25X1A%9a

Chiaf of Operations, DDP

ccs CAD
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2l Pebruary 1953

MEHORANDUM FOH: Executlve Secrectary, CIA Career Servioce Board

‘SUBJECT : Staff Study, "Oral Examination of Appliosnts,”
dated 3 February 1953

i, In my opinion, the recommendations set forth in subject staff
study are unrealistic and unneceesary for the followilng reasons;

8. The present interviews conducted by Branch, Division and
frequently by Office Chiefs constitute an adequate oral examinae
tion toward determining suitability for career employment,

b. The (S~17 and other Agency officials recommended as
examiners are of more value to the Agency pursuing their primary
responsibilities which, for the DD/I Offices, leave little or no
time for additional administrative duties.

c. The estimated cost of $180,000 per year for travel slone
seems prohibitive,

d. The primery recruitment task should be viewed realistically
as one of persuading top~flight persons to accept positions in the
Agency rather than es one of setting vwp all possible exclusionary
barriers.

2, The mechanism now extant in the Professional Selection Panel,
is adequate to assist the 0ffices in selection of Career employees and
should be encouraged to continue to increase its competence toward
this end. I recommend that this Panel be kept separate from the
fCommand 1line,® and be advisory to the Agency Career Board rather than
to any single element of the Agency.

/sf

ROBERT AMORY, JR.
Assistant Deputy Director/Intelligence

ECRET

Approved For Release 2001/08/01 : CIA-RDP80-01826R000600190052-3



Approved For Release001108101 : CIA-RDP80-01826R0006W0052-3

292X " Security Tnformtion
2, Pebruary 1953
IEIDRAIDUI FORs CIA Career Service Doard
FROLI: Director of Training
SUBJECT ¢ Opal Examination of Applicents
REFEREICE: lemoramdum 3 February 1953 from Assistant

Director (Porsomnel) to Deputy Directer
(Administration), Sams Subject

1. In commanting upon the above refarence, 1t w1l be helpful
to review existing "machinery® for oral examnation of applicants
and which may be exploited to advise the Assistant Director for
Parsommel on the sultability of applicants for positions in the
hgonsy. Stated briefly, current practice in the handling of appli-
cante provides oral examination or interview by & recrulting officer
st the time of original combtact; and thereafter by (a) a plasement
officer, (b) & persomnsl officer or assistant of the office believed
mogt likely to employ the applicant, and (e¢) the chief of the organiza-
+3onal component of the office having apperent paramount interest in
the spplicant, Should an applicant be "passed over® at any point, he
right then be referred to other branches, divisions, or offices until
ho is (a) selected, (b) rejected, or, (¢) no longer avallable for
interview. In some offices, final selection is made by the chief or
deputy in which cese an applicant tentatively solacted at branch level
would be interviewsd successively at each level up to and including
the offical authorized to make final selection for the office.

2, All applicants who are selscted by an office and whose
appointment as employees is initiated are thereafter subjected to
orsl examination in the course of (a) medical examination and (b) .
security examination, Many applicants are furthor interviewed and
axamined orally in comnestion with psychologleal testing and assess—
manbe

3, It may be seen, then, that few applicants are interviewed
less than six bimes in the course of becoming employees of the
Agency and some are interviewed and "orally axamined® many more
timss during the processe. :

lic Establishment of the several proposed Examination Boards
would not eliminate nor significantly alter or amend the existing
nashincry for oral examination outlined above. It is believed that
hattor utilization and exploitation of the numerous interviews can
be achieved by (a) regularizing the entire process, (b) formalizing
the scope and purpose of imterviews at each level, (¢) assuring that
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interviews are conducted only by persons competent to elicit and evaluate
oral evidence of skills, abilities, motivation, character, demeanor, eto.,
and, (d) assuring the immediate preparation and central recordation of
reports of oral examination,

5. The rocitation of facts set forth in paragraph 3(d) of reference
does not moke clear that ofﬁc’elﬁ refer cases of doubtful sultability 25X1A
for consideration by the Professio election Panel (H
8 December 1952) but that the Inspection and Security, Medical, Persomnel,
and Training Offices must refer to the Panel any information suggesting

unsuitability of an applicant for employment or of a trial-service employee
for retention.

6. Reference memorandum fails to come to grips with the problem basic
and precedent to establishment of an oral examining board, namely, that of
(a) identifying suitability factors, and, (b) esteblMshingvalid criteria
for measurement of those factors. It is difficult to imagine anything
more certaln to result in chaos than an oral examining board operating
witrout well defined objectives and firm criteria unless it be two such
bosrds.

T It ie atated that ".,ec.c.Criteria appl:!.ed..a.ofor middle and
serdor level positions would be substantlally different from those used
for junior officer candidates." (Paragraph 6(d)) Authority for the
conclusion is not cited, As far as is known, no criteria for jJudging
sultability have been finally formulated nor has the CIA/CSB approved or
promlgated any such eriteria. It is not readily apparent why different
eriteria would be proposed for different levels unless it is intended to
have employces re-examined orally as prerequisite to moving from Jurior
to middle 4o senior level,

8., The discussion of "comnand functions' and "euthority" and
tresponsibility" (paragraph l{e)) seems to avoid the fact that the provisions

of the Career Service Program as a ved the Director of Central
Intelligence and announced does establish a perfectly
vslid system for determination of sultability for "career" employment,

9, The discussion {paragrarh L(f)), citing a report of the Management
Staff of the State Depariment, atates that "problems encountered by the
Foreign Service appsar to be relevant to CIA." Uhsther the entire
generalization is correct is not kmown, but if it is sccepted as applicable
to the limited subject of the reference memorandum, then certalnly the
report of the State Department Mansgement Staff should etifle any enthusissm
for (a), (b), and (c) of the recormendations set forth in the reference
nercrandum, For if the cited rerort bears witness to amything, it is the
horrors of two examining boards, tawo systems, two criteria for selecting
merbers of a2 single service,

- @ w
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10. The Professionud Selection Panel established pursuant to Noticse
is authorized to conduct oral examination of both applicants
for appointment and trial service employees., It has not done 80 because
the Panel judged (a) the cost to be prohibitive at this time, and, (b)
that firm determination of sultability factors and criteris should precede
mandatory oral examinastion. The CIA/CSB affirmed those judgements.

il, The reference memorandum does not demonstrate fallure of the
Profussional Selection Pansl to carry out the directives of the CIA/CSB
nor that those directives are at variance with the Career Service Program
as spproved by DCI. Therefore, the reference memorandum does not establish
need for the recommendations submitted to the Boards -

12, It is recomended that the CIA/CSB disapproved the recommendations
of the reference memorandum. It is further recommended that:

(a) the Board reaffirm its directive to the Panecl as set
sort: N =,

(b) the Board instruct the Panel to consider and evaluate
all proposals regsrding oral examination as a techmique for
determining sultability of applicants and to report to the Board
at an early date its judgement a8 to whether, when, and how such
2echnique should be utilized by CiA.

/8/ Matthew Baird
MATTITN BAIRD
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LELCEAIDUL FOR:  Bxmeutive Secrepary, CIA
Carecer Service Board
FROT ¢ Assistant Director for Commmications
SUBJECT: ¢ Comments Concerning Staff Study "Oral Examination of

Applicants" dated 3 February 1953

1. The following comments concerning the above subject are forwarded
as requested in your memorandum of 16 Fabruary 1953,

2, 1 concur in the principle establishsd by the staff study and
aprrociate the care and attention with which the study was prepared, The
velidity of “oral" examination, whether informal or formal in nature, is
unguostionsd as ons element in the selection process, I do question,
howerver, the application and membership of the proposed Ixamination Boards.

3. In considering the parallel of the Foreigm Servics Doard of
Examiners and the proposed Examination Boards in CIA the following points
are mades

(a) The purview of the Foreign Service Board is limited to Foreign
Service Officer candidates, Thus, ite purview is limited to a carcer corps
of ferelgn duty personnel wharein dubiss are well orgamlzed and requirements
well knovm, In CIA the Clandestine Services! intelligence officer carpsy
not yet career establishod as in State, is the only group which can be
considered simllar to the FSO list, The intelligence and intelligence
support fields, by their very nature, are more encompassing and intensive
than the Forelgn Scrvice, An Examining Board in the (landestine Services!
field alone might thus have a task considerably greater than the BEX of the
Forelign Service. Too, it is noted that BEX operations have not been without
valid eriticism,

(b) As rocognized in State, the Foreign Service persommel

and stendards are often quite different from Departmental porsonnsl. criteria.
It cccurs to me that, at’least for the present, eelection criteria (including
oral. examination content and procedurs) may vary considerably between canii-
dates for the following components of CIA3 DD/P, DD/I, DD/A, AD/COM and, %o

a lesser extent, OIR., Individual component Examining Boards would; I believe,
effectively serve to mest the principle of oral examination and afficiently
advise the Assistant Director for Persomel comerning persanncl selection,
ii sﬁh board, with high level membership, is required within each component

stad, : o
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L. I believe that a complete set of selection criteris, of which
oral examination is but an element,; should be established by the components
enumerated in paragraph 3 (b) above. Such a detailed set of criteria will
greatly ald any selection board and will do much to insure an equitable
and effective Career Service. The absence of a true career delineation in I
CIA complicates the application of existing and proposed selection criteria.

Y. I wonder if the application and satisfaction of the one-year
probationary period vlus acceptance of professional officer candidates on
the basis of detailed selection criteria, including oral examination by /
Compenent Exeminming Boards, would not answer our problem for the immediate

futue?

for
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90 FEB 1953
IE'DRANDU FoRs  Career Service Doard
FROU ¢ Chairman, Profeseional Selection Panel.
SUDJICT ¢ Oral Mnation of Applicants

REFEREICE . lsmorandum dated 3 February 1953 to the Deputy
Director EAdmi.xﬁ.stration) from the Assistaad
Director (Personnal), same subject

%, The subject nemorandum having been referred to the Professional
Selection Panel for comment and presentation to the Board, the Panel
has roviewsd it and prescnts the followings

/
The Carger Service Program, estsblished in June, provided for
a Professional Selection Panel and outlined certain procedures and
rasponsibllities for it, The Pansl early recognized that oral exeme=
ination of a1l applicants would be imposseible for the Panel as then
constituted and pointed this oub in seeking puidance from ths .
Career Boardo The Panel recormended at that time that oral examing=

wuld justify the great axpapditure of time and moneYo

The Pemel has always vecognized that orsl examination is essens
$isl in the determination of suitability. Any system of oral
tion will, as in the Forelgn Service, necessitate the establishment
of a Doard of Examinerse The referenced paper is wholly unrealistic
in recommerding a Semior Panel, in that a Doard of Assistant Directors
would ot or could not talke the time to meet on as many cases as
should be presented, A4s the oroblem then is the establishment of &
Poard of Exsminers to conduct oral examinations, it is not necessary
to scrap the present machinery but pather to give it the tools with
which to worke

The Panel sgrees with the prineiple that under no circumstances
should any such Selection Board come within the command line bub
would extend the statement and say that such a board should never
be subjected to prossures and should be required to make its
determinstions objectively and without regard to any special interesto
The expericicse of the Dosrd of Examiners for the Foreign Service
hes borne out the validity of this position, The proceedings and
the findings of the Board on any case are confidential to the Depuby
Examiners sitting on the case and ave closedo Should any examindng

be gubject to commend, it will of necessity lose cbjectivity
and will be wmable to perfomthevafmtionforwhichitm
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established, A rubber-stamp pansl would in the end fail even to
glve an awrs of respectability to selection determinations.

A premise with which the Panel does take objection is that
eriteria for selection must nocessarily and will be different for
high and low grade persoansl. It is agreed that evidemce of and
methode for deteruining such evidense of sultability may be sasier

Finally, the Panel®s position may be summarized by saying that
however orsl examinations are to be conduweted, there already exists
a mechurlen which requires only the tools, ic8,; funds and the

arthority to establish a Board of Examinsrs from among the experienced

officers of ths Agency,

‘ The Pensl recommends that, 1f such a system of oral examinations
is sterted, the applicant should, while in Washington for the -
examination, also be assessed, medically examined and polygrephed,
as wall as intervieved by the Selection Pmnel, Alternatively,
considaration might be given to the applisation of such procedures
prior % the expiration of an employeels trial service pexriod,

Auoftheéearsmxﬂ.ngdwiceswhighlogioallycoﬂdh

appliod at the ssme time and, as such; in the total package would
be agoaptable tc the applicant. ’ }

SIGNED

@2 =
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IELORANDUN FOR: Depuby Director (fdministration)
FROLI Agisbant Director (Fersonssl)
SUBJECT s Oral Exemination of Applicants,

1. PROBIENs %o devslop machinery through which orval examinabion prosedures
way be applied to determine and to advise the Aggistant Director fox
Porsonnal on the sultabllity of applicauts to £111 jundor, intarmadiate,
and high lovel poritions in the Central Intelligence Agency.

2. ASSUPTIONS: (a) ALl of the means employed by CLA for the selection of
personnel should be aimed at bringing imto the Ageney highly compatont,
loyal employses who are well motivated %o join in performing the Agency's
mipsion.

(b) Sirce a major objective of the carser service program of CIA
3s to provide opportunities for growbh and advencement o individunl
smployess, it is impordant that incoming personnal have pobtentialities
wirleh moasurs up to the opportunibtiss availshls.

{e) Criteria of suibability mest be adapted to the career field
wohin whick a prospective employee's dovelopment and advancement will
ba mede possible.

(4) Forming the best possibile estimate of an applicant’s gul e
gkt lity for eareer employwent is gubject to limitations no watier how
wedl applicants from outslde are scraeened, investigated, and tosted.
Provid on for oral examlazhion or interviewing of appllcants, conflusbed
by officisls with expariense in and Ymowledge of the Agerpy's imtelligence
operzticns and requiremsibs, w11l increass the possibilities of employing
only those persons who can be relied wpon to bs effectlve mowbers of
tho Agencyis work force. -

3, FACIS: (a) The Cavesr Service Commititoe adopted and included in it
Fanal veport the recommsadation of its working group on Trainees that
2 Profeasional Sslection Panel be astablished wnder the direction of
+he Career Sexvice Boased to freview seleotion stondards, including
redical standaxrds, for and the gualifiestions of all candidates w to
and ineluding the grads G5<1L for overt ant sani~govert professional
pomitiong, The Fanel will alsc, whon regussted by an Apgistant Direstor

Sl
Secwrity Information
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arrange for the testing of a candidate in the G5-12 through G518 cate-
gory, review his qualifications and make recommendations to ths request-
ing Office.” {Tab E, CIA

(b) The scheduls of employmeut processing operations proposed by
the Carser Service Commitiee provided far ths Professional Selection
Panel to hold interviews with candidates in the categories defined above
subsaquent to testing, persomnel sereening, medical clearance, snd
security approval, but in advance of the individual’s entry on dubyo

(¢) In developing its operating plans, the Professional Selaction
Panel has ordtted any proposal for conducting interviews vith applicants,
The Panel's position appears to have stemmed from the beliaf that the
workload entailed in the adoption of the $ntervieving step would impose
prohivitive demandn upon the time of the mambers, and would entall an
mdue expsrditure of funds to mwovide transportation for applicants to
cors to Vashington for the interviews.

(0) Pursuant to instructions given it by the Career Service Board,
the Tansl i3 concentrating its activities upon (a) the formulation of :
eritoria comcerning over-all sultability to vork in CIA on & career basis,
amd (b) the examination of individual cases of applicants or trigl service

s where doubt is cast on sultabllity to work in CIA on a career
basia as a result of administrative or marginal information dsveloped by
the Ingpection and Secwrity, ledical, axi Personnel Offices and the Oifice
of Trainng. Its recommendations with respect to each cass are forwarded
directly to the Assistant Director (Personnel) -

(s) Tho operations of the Board of Ixaminers of tha Forelgn Cervics
ware cited by the Cereer Service Committee in $ts final report to the IXI
as supplying an anslogy to the proposed role of the Professiongl Selection
Panel., Actually, oral examinations of Foreign Service applicants are coDe
ducted not by ths Board membors but by the IExecutive Director of the Board
mth the assistance of a group of Daputy Examinera chopen annually by the
Doard, These Depuby Examiners are chosen mainly for their skill in oral
testing. {(Tab A :

DISCUSSIONs (a) Deat estimates which can bs made with respoect to the
antry on duty of persomwl in grade categories fron GOw7 throurh

]
GG-15, pradicated on sn Agoncy ceiling of B e as followst

25X9A2
(1) GS-7 through GS-11 (includ-
ing GS-5's who are appointed
to jumor officer positions)s o o 80

(2) mﬁnm@m-lsooaoooam
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An mwerage allotment of one howr per intsrview would, thereforve, compriss
an intervieving load of at least 50 and 30 howrs for groups
examining these two categories, respectively. It can be assumsd that some
applicants wuld not swvive the interviewing step; accordingly, workload
estimatss would be expanded by tida factor,

(b) The wmillingness of the Professional Selsetion Panel to assume
the rols of an oral examindng body can be apprecliated, taking into account
the faot that the appointed members would have to parform this function.
Sixty houra of interviewing time=in addition to thalr full time dutles
and responsibilities--would have represented a substantial thueden for
thess menbersc ' '

{¢) The workioad of interviewing cantidates for positions in
grades GS5-7 through GS-11 would be consideratly lsss burdensome if
distributed among & larger group than the five voting members of the
present Selection FPanel; by desigmating Agency officlals to serwe
ag irnteyvicmers for relatively short pericdas of tine,

(d) The Career Service Comuittee recomended that the jurisdistion
of the pancl include Individual candidates for positions from GS-12 ’
through (©-15 vhon requested by the Assistant Dirsctor concerned., Howevar,
the criteria applied in oral examinations of aspplicants for middls
ard sanior level positions wuld be substantlally different ifrom those
uged for Judor officer camiidates, For the latier group, the interview™
should be used to furnish the baslis for an apmraisal of the individual's
promlse for career deveolopment within the area of opportunitics afforded
by the Agency. For the more senlor persomnel, the interview must yield
an appraisal of the applicant's all-around capabilities and qualifiecations
for intelligemce functions, The sgtablishmest of separate sxamining
bodies for sach of these two categories of gpplicants would, perhaps
accomplish improved interviewing resulta. Sendor level a cants should
ve evaluated by Mgh level Agency officials whose re 1lities have
glven them broad perspective of the Agency's requirements.

(¢) The ressnt Professional Selectlon Panel does not appear tc
rest on sound organizational principles. It is now an appendage of the
Carser Service Board, which itself has o command function or authority,
Tonethelass, CIA NN vosts in the Pansl authority to "finally
approve on behalf of the Agency the selection of all professional per-
somel” wp to GS-1l, In effect, this statement of function dispsrses a
command responsibility (i.e., sppointment suthority) to a commlbtee-type
Panel which does not exist within the line of commend, However,
wnder the provisions of CIA the Panel’s present respon--
mbility is advisory instsad of fixl with respect to the employmemt of -
individual applicants.

Secrity Lt eI,
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{f) Problems emsomtered by the Foreign Service appear tc be
relevant for CIA:. The Forsign Service!s Beard of Examiners wes estab-
1ished by legislation to function under the generel supervision of the
Board of the Foreign Service. A report (Tsb A) prepared by the lanage-
ment Staff of ths State Department points out that the present dlspersion
of personnsl recrultment and exsmining responsibllity betesen the Board
of Examiners on the one hand, anl the Parsomnel Office on the other has
not been condusive to reslizing a positive, coheaive personmsl program.

5, CONCLUSICNS: (a) Improved persamsl sslsctlon could be expected to
result from installation of a progran for interviewing applicants for
non=clerical positions by representativs groups of Agency officials.

{b) Besouse of differemves in emphasis on sslestion criteria,
saparats bases of membersilp for the interviewing bodles should be
esbtablished for spplicants for jumlor and lntermediate positicns on
tha one hand, and senlor positions on the other.

{0} The interviewing bodies should be so organized ¥hat the
affectivencas of thelr operations wiil rot be impedad by the demands
made upon the tiume of officials serving as interviewers,

65 RECOIMEIDATIOIR: (a) That there be establivhed (1) & Senior (?ficer
Examination Doard with ezamining jurisdiction for gradss GS-12 amd
above, and (2) a Jundor and Intermediate 'Ezsmisation Doard, for grades
GS.7 thyough GS-11 (and lower grades when the candidate is to be a
trainss for a profesglonal position.) These Boards would have respon-
sivility for considering the employment auitabllity of all applicants
falling within ths rescribed grade ranges. Clios the operations of
the Profeszional Selection Pamel would be duplicated, the Panel should
bo dlscontiymed.

(b) That the Semior Officer Examination Doard be consbtituted as
an advisory body to the Assistant Director for Persomnel, to whon
respengibility for exsxeising the appolntment function has been delegatad,
Vemborahlp should be drasn from among chlefs of major organizational
components (office head level) and other senior officlals occupying
positions of not lass than grade GS=17. The Board should comprise st
Yaast thres members. lembers should be appointed to serve for six
ronths! towrs, with sppointments staggered to provide for continuity.
The mamberaiip of the Boord should be as broadly representative of the
Apancy's major organizational olements as lis possible. Whengver deemed
nscessary, the Doard should be authorized to call upon assistance from
parsormel with specinlized backgrounds. leelings gshould be held at least
ence weekly. The Assistant Director (Perscrmel) would designate a Per-
sonncl Officer to serve as Doard Seeretary wed to be avallable for tech-
nical persomel advice and asgistanse. The Director of Central Intelligemnne
and the Deputy Directors could at thelr option partdeipate in the pro-
ceedings as ex—officlo weubers, _
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(e) That the Jumior and Intermediate Examination Board also be
constitutod on an advisory basis to the Personmel Office. This Board
would comgrise threesembers designated from such parts of the Agency
as will assure a rsasonabls degree of Agency-wide representation. As
with the Senior Board, mesbers would be appointed for six months, with
gtagperad tours, lembarship should be limited to Agency officials in
not 1ess than grade 0S~15. Ths Board should be convened on & weekly
bams to disposs of 21l pending cases. A Personnel Officer would be
named to provide Secretariat duties and to give such technical personnel
advice as might be required. As in (b) sbove, ths Board should be
authorized to call upon expert assistamse, Similarly, the Director of
Central Intelligence mad the Deputy Directars could participate in ths
work of the Board on an ex-officio capacity, :

(d) That instructions issusd to establish the Boards insure regular
participation by the appolntad members; although the workloed will wn-
avoidably add a sizeable burden upon Board menbers, the effectivensss of
the ordl examining program will depemd heavily pon the quality of the
Boardfs mork.

(e) Thet where the Assistant Director {Persomel) feels a course
of action should be taken which would be different from that recommendad
by either of tha iwo boards proposed above, h: would present the case to
the Deputy Director (Admird stration) for final decision.

(£) Recognizing that the oral sxamination repressnts another step
in the smployment processing operstion, applicants should be hrought to
Rashington at Covernment expsnse for the pwpose of appearing before the
appropriate orsl sxamining Board. Although the polygraphing of applicants
prior to oral interviews with the Board would scmetimes eliminate ths
necessity for further examination, it would also run the visk of upsetting
some persons prior to their sppearance before the Board. Polygraphing,
howitver, should be handlad before ths individusl returns to his home,
Derogatory information elicited through the polygraph process might; of
course, require reconsideration of the applicant b:r the Boaxd., Trans-
portation expenses to carry on this program would entail an estimated
anmmal Agency expendityre of $180,000,

/’/ W. Hs Ho Morris, Jra
W. H. H. MORRIS, JR.
Asgistant Director (Persomnel)
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